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37 Hay 1954

HFIORANIUN FORy I Career Servics Board

SUBIFCT: | Performance Eﬁluaﬁion

-3, On 13 May the Carsey Service Board made the f£insl of a

sepies of decisions. concerning the abolition of tha PER and the

- witilization of = new Pilness Repord. JNech successive desision,
in my epindon, has made it less likely thad CIA will have a vce-
ful znd accepiable evaluation system, The final result can have
zuch serdons impact on employee movale that I weuld be remiss im
sy prefessional obligation 4¥ I did not write the following pava-
e In an abtenpd bo clarify the problems snd implications

goaph

nvelveds

%, Mong with sex, politles snd religicn, ewmluatlon proe
-eadires should be ddded as a tophe about which 4% 1s impessible
o kave A prtdennd dissussimsm, iz eentroversisd antuss ef
eraiuation procednres and hew they are to be used mokes 4t ime
perative that greal care be taken Yo dngnre iledr general acdéptae
Bility prior to msking a widespread or zadical change in a syaien.
the first btask feree appeinted by the Bosrd develaped » repert o
be applied enly to employeas duving their provisional perisd and
for the sole purposs of alding in determinaticn of thelr suitability
fer vetentie and CTA Uareer Services The report would (1) not be
chown the individuzl; {2} be used centrally by a few highelevel
individuals having access to technical ndvice and studiesy (3) not
necosanrily be scored but conld be if the Yoard so desired, The
aroblen of acosplability of the report did not loom large since it

wenld he usad for relatively {ew paople and its use carefully cene
trglled. The aystem wénld have had a reasonable chenee of suecess.

3o  Subseqentd task forces ware given narvower directives on
problens wlth meh broadey implieationse On 13 May, decision by the
‘Eooard resulis in a report whlch will be (1) used for a maltiplicity
of purposess (2) applied repeatedly to every indlvidual dn tha
Aezacyy {3) used by lesal as well ss Headguarters perscanel officersy
snd (hf’i shown to the employes at the optlon of the individual
supsrviser.  Gomparisen of the two ssis of vconditions maltes
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apparent the fact that a report for a given set of procedures and
purposes 18 now to be utilized in a different fashion for different
ends, ‘

L, The shifting nature of the directives to these task foroces,
furthey complicated by the amell span of time In which each task
forcn was asked to complete its work hes mads it difficult for any-
oné to keep the evaluation problem in clear perspective and resulted
in

8, The adoption of a form containing features inconsise
tent with its proposed use and without full con-
sideration of the many pelicies that should govern
its uses,

b, The probability that a greal desl of controversy
will follew the report’s introduction, with the
possibility of sericus impact on the morale of em-

ployess.

5, Some of the must important factors to be conslidered in the
design and use of rating systems ares

L

s, Ratings, whether scored or unscored, reflect the
opinion of ome perscn by another, and therefore, a
aingle report will never have the cbjectivity that
is desived. As o practical matter, it appsars that
the only way to reduce subjectivity in ratings is
by ebtaining opiniond of a number of supexvisors as
asn employse holds a serles of jobs

b, Performance evaluation is more than a rating forms
it is a complete system, including policies govermning
uee of such forms;

¢, No personnel action should be taken automatically
concerning the individual on thé basis of the re-
sults of Fitness Reports alones Decisions should be
made by responsible persons having access to all the .
inTormatica avellabls conceming the indlviduals

4, Succees of rating systems will vary in relation %o
8t least the following factorss '

(1) The dogrec to which purpose of the system is
spacific.

(2) The degree of acceptsnce by usevxs of the form
in rolation to its staled purpose.

i

f
Approved For Release 2000/09/12 : CIA-RDP80-01826R000600130003-3

SR



Approved For Relea3e,2000/09/12 : CIA-RDP80- 01826&U600130003 -3

-

;*;_:;m
COFY amniiijii— ' GOy
L ey N e, wme | Gew e dwws Pl

X
3

{3) The degree of understending that ¢an be given
the users ab the time a rew y:em @cme is:‘ixatms
dneedy

i

$a An enelysis of the propesed ¥4 itness Repord veveals its

wmu.%&ml.,ty For periodic ewalnation of job perfo;.ﬂ.,mma and forp
serving 28 the basis for discussion hcxﬂm‘rn superviser and smpl t'.};mn,,
It wes not contalin a greal number of guesilons that sre specific

%0 job performance and it doss contaln a g‘?"eﬂt deal of informaiion
eoncexning persmnal clisracteristies of the individual whicl, while
ao% c‘i.{a'-f 2% to evaluation of Jjeb performance, are yelsvent $e a
decision on retention with the Agency or sdmispion 0 Caveer Sdrvice.

1

To A report designed for perledic evalua -’&'i,@n of jeb perfommance
should hove the following characteristics:

¢ It shonld deal wlth onwthe-job behavice duxd ng &
- specliied period of time snd be adapted to » wi
variety Of Joba.

33

Do It should be designed so as te serve as a yesl
?‘.}:a.,s:!ﬁ for discussimm bebyeen supervisor and his
subordinate of béhavier ner‘immst. to }mb perlo vmszss:w

8o ‘ihe individual should he informed ad the begin aing
of the f&?tmg period o what tide of jeb u*i“m'ﬂmwe
he is going te be rated,

4o The form shoeld provide the possibility for inclue

© eim of epeclfic behnvier Inztinces dssesving spuﬂai
comendation or criticisn,

oo I% chendd includs {acturl records on attendan
inality, or provide for the poasibility of zol

cae recoxds o the forms

4

-:u-{

h
£a Iy chould be shewn to the employes in its enidvety,
e I% should contain reccnmendailoas for twaining.

: e % need not lend itself to ssoring, and -
1. 4t “hemld.cmmm a statawent of the Jov perlemmance

20bors which sre to be stressed duping tiy.., ﬂ,ﬁ,
ting period, '

ot
7Y
pe

£
E

amiiii—

Ay s en mm eva

Approved For Release 2000/09/12 : CIA-RDP80-01826R000600130003-3




Appro\}ed For Relaagg 2000/09/12 : CIA-RDP80-0182@5000600130003-3

COFY enibinieiinie— COPI

BRI E . Wk W o G e e

8. Two specifis questions raised during the 13 May meeting of the
Board deserve somewhat fuller answers then time permitied givings

8, The first question coacerned the possibility of scoring
the Fitness Report. As noted at the time, this report
lends itself to quantitative scoring on the basis of
appropriate studies, It should be added that develope
ment of a truly meaningful score requires extansive
studles, Practically, 4t is possible to develop scores
vhich would have rough screening uses, Even for = very
minlmm use, such scores can not, however, be developed
wntil rating forms of a sizable gsampling of employees
have been received,

(1) Use of a quantitative score raises questions
of where that scors is to be placed and who
has socess to 1t, There is the possibility
of 80 using such a scors as to0 start an ende
less controversy, The difference betwsen the
interpretation of a persem’s relative stene
ding in a select group (as expressed by scores)
and his stending in relation to some kind.of
absolute standsrd (as expressed by an unscored
repors) has never, o my knouledge, been success-
fully explained t0 any lorge group of people
rated, militery or civilian, Ne one rescts
Ffavorably to the idea he is generally competent
bat sti1l is in the bottom ten percent of the
erployes group. Using scores requires utilize
atlon of technically trained personnel and
extreme care in gusrding their eircul~tion nnd
use, _

b, The second question concerned the pogsibllity of the
usaal Personnel and Placement Officers uging the Fit~
nesa Heport in relation to asgignment, reassigument,
and other personnel decisions, Tals was replied to
in a somewhat negative manner by saying that this re-
port could be used for such purposes insofar as the
decisions involved relative evaluation of the indivi-
dzal, It needs to be stressad, howaver, that decisiocns
such as assignment and remssignment will require addi-
tional specific informatiem that 4s not contained @l
this fom and thet no singls form will be all, that is
nooded for the many personnel decisions that are neee
essary. Reliance on a single form for all kinds of
persomnel decisicns cannot be expected to result in a
unifom excellence in alld types of deeision.
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9. It is recommended:

s, Regardless of which of the courses of action listed
below is adopted, the entire problem of ewvaluation for
CIA mltiple purposes be assigned to technical speciale
ists for study under the supervisicn of a speclally
appointed task force, The studies should be given
ample time, tentative deadline for completion established
as at lsast a year after initiation and the studles sheuld
incinds considerastion of policies and ways of insurin
acceptability, :

b, Both the PER and Fitness Report be used,

{1) The Fitness Report be used during the em-
ployea®s provisional period.

(2) The FER bs used thereafter,
¢. If there can be but one evaluation report in use,

(2) The PER, with modifiecations to incorporats
as many as possible of the prineiples in
Paragraph 7, be used for the present,

d. If the 13 May decision of the Board to utilizes
 the present Fitness Report stands,

(1) Section IV be eliminated as wholly inappro-
printe to the purpose of periodic evaluation.

(2) ‘The report be tried out on a small acale in
solected offices in order that the Board may
have & fuller imowledge of what the impact on
employee morals will de,

10. It is respectfully requested that this memorandum be made
part of the official minutes of the CIA Career Service Board.

o5x1a0a 7/
P D.

Psychologist
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